Introduction
Consistently, our Senior Program Officer and other people at the Health Foundation made it very clear that they really wanted this to be sustainable and offered help and direction. . . . That was so consistent. It was not a situation where six months before the project ended they asked for sustainability. All the resources were so helpful.
-respondent, 2009 Health Foundation of Greater Cincinnati Sustainability Survey
In 2009, Grantmakers for Effective Organizations, in partnership with the Council on Foundations, released a report that stressed the importance of evaluation and learning in the field of philanthropy. The report noted that it is important that foundations learn from their work and share what they have learned with grantees, other funders, and the community. This includes reflecting on grantmaking practices with the goal of fostering improvements in the organizations that foundations fund and the communities those organizations serve.
As traditional funders embrace a giving-asinvestment philosophy, there is movement toward quantifying social change as a measure of the return on grantmaking. If social return is the assumed goal of philanthropy, then the sustainability of grant-funded projects can be a useful indicator of successful grantmaking. To understand program sustainability, it is important for funders to consider what happens to grant projects after foundation funding ends and to reflect on why those things happen. The answers are not simple.
For more than 10 years, the Health Foundation of Greater Cincinnati has focused on the sustainability of our grantees' projects and has gathered information from former grantees through surveys and structured interviews. Although this work was done systematically with repeated iterations and had similar results across years, it lacks the rigor that characterizes research and is not intended to "prove" or "disprove" attributes of sustainability. However, the data have been useful to the foundation and we share this information with our fellow grantmakers in the spirit of learning across the field. First, we review the literature on defining and improving sustainability. Second, we discuss how the foundation measures and collects information on sustainability and present THE FoundationReview a brief summary of the quantitative and qualitative analysis of the responses we have collected. Finally, the discussion section combines the survey findings and the reflections of program staff as they create a grantmaking strategy that will enhance sustainability.
Sustainability Literature

Defining Sustainability
Funders who have attempted a basic follow-up on previous grant projects know that measuring program sustainability can be surprisingly complex (Beery et al., 2005; Scheirer, 2005; Annie E. Casey Foundation, 2002) . Although it may seem relatively simple to determine if a program continues or not, funders who attempt to quantify sustainability must struggle to find a balance between factors such as the natural life cycles of programs, a desire to demonstrate the continued effects of the funded activities, and environmental factors that affect sustainability (Scheirer, 2005 In general, funders who monitor sustainability tend to select the indicators that are most pertinent to their mission, grantmaking, and grantees (Annie E. Casey Foundation, 2002; Beery et al., 2005; California Wellness Foundation, 2002 . While some funders choose to focus on all four of the indicators, others may find only one or two of them to be useful or relevant. For example, a foundation that provides general operating support may be more interested in whether its grantees are able to maintain capacity, while a funder that provides program grants may be more interested in seeing a continuation of program activities and outcomes.
Improving Program Sustainability
In 1998, Shediac-Rizkallah and Bone explored potential strategies to improve the sustainability of programs in the community. They reviewed the existing literature on sustainability and identified three broad factors that influence the continuation of programs: project design, organizational culture, and community environment. The authors concluded that program sustainability doesn't just happen, but requires the "formulating [of ] sustainability goals and objectives and developing and implementing strategies specifically to foster sustainability" (p. 91). In other words, the design and management of a sustainable program requires an intentional approach.
While not all philanthropists aspire to fund long-lasting projects, those who do must develop a similar deliberate strategy for sustainable grantmaking. This demands a paradigm shift that includes a more active approach to funding (Annie E. Casey Foundation, 2002 The Harvard Research Project explored the role of evaluation in sustainability (Weiss, Coffman, & Bohan-Baker, 2002) . It concluded that sustainability must be treated as an outcome and used to "feed back regular information that can be used to ensure sustainability is on course, and if not, to point to opportunities for midcourse corrections" (p. 2). The project also noted that an exit plan should be in place from the earliest stages of an initiative.
In 2006, Stevens and Peiks reported that 92 percent of the Robert Wood Johnson Foundation's 112 Local Initiatives Funding Partners projects were sustained at least one year after project funding ended. The authors reflected on the characteristics of sustained projects, and noted that foundations can facilitate sustainability by providing financial support as well as advice and resources. In the same year, the California Wellness Foundation published a follow-up to their first "Reflections on Sustainability" report, which reported the sustainability rate of its projects. More than half of the funded projects -51 of the primary initiative grantees -were sustained postfunding at levels comparable to those achieved during funding. The authors concluded that achieving sustainability is not just about money and described a number of other factors that affected their grantees' sustainability, including project leadership, staff stability, fundraising skills, clear expectations, planning early, marketing a track record of success, having an evaluation feedback loop, phased-down funding, and opportunities for grantee networking (California Wellness Foundation, 2006).
The Health Foundation of Greater Cincinnati and Sustainability
The mission of the Health Foundation of Greater Cincinnati is to improve the health of people in its region -a 20-county area in three states. The foundation improves health by supporting work that increases access to quality care in four focus areas: community primary care, severe mental illness, substance-use disorders and school-age children's health.
Soon after its inception, the foundation's trustees and staff identified values that permeate our grantmaking: supporting enduring projects, creating a culture of learning, and demonstrating accountability. Since the primary goal of the foundation's early work was increasing access to care, staff and trustees were interested in knowing whether the new treatment capacity created by foundation projects were sustained after the grants ended. Because the foundation is a continuous-learning organization, staff and trustees were also interested in knowing what barriers and facilitators grantees experienced as they worked toward sustainability, and if there were things the foundation could do to help them sustain their projects.
The Foundation Measures Sustainability
In 1998, the foundation's evaluation staff developed a relatively simple survey to gather information about program sustainability and the environmental factors that can contribute to sustainability. The results of that survey were used by the foundation's program staff to identify opportunities for capacity building and technical assistance. The sustainability survey was developed as a tool to gather information to guide decisions about grantmaking processes and technical assistance. It is not a research tool, and our methods of data collection are not intended to be interpreted as such.
The foundation completed iterations of the sustainability survey in 1998, 2003, 2007, and 2009 . Both the foundation's grantmaking and understanding of sustainability advanced over time, and later iterations of the survey were adapted to reflect a broader definition of sustainability. Since much of the foundation's funding focuses on increasing access to health services, the overall "sustainability rate" of our grants is based on continuation ("Was the project sustained at the end of the grant period?"). Keeping this measure constant allows for simple comparison over time. However, in monitoring and discussing sustainability, the foundation also considers changes in project scope, grantees' institutionalization of knowledge and learning, and sustained client and community outcomes. The foundation also monitors the facilitators and barriers to sustainability, which are useful in guiding decisions about capacity building and technical assistance. To help us understand the financial challenges that grantees face in sustaining programs, the foundation collects information on the ways that funding sources change over the life of a grant. Our funding generally constitutes about twothirds (between 53 percent and 70 percent) of a project's budget at startup, and decreases to less than 2 percent at the end of the grant. In general, government entities are the largest source of support for grant programs after their grants end, making up more than half of grantees' project budgets. This is not unexpected, since Medicaid revenue (included in "government entities") is particularly important to health care providers. Medicaid income has increased across iterations of the survey from a low of 14 percent in 2003 to a high of 25 percent in 2009 (Table 1) .
Qualitative analysis: Facilitators and barriers to sustainability. In the sustainability survey, grantees are asked to reflect on the barriers and facilitators they experienced in sustaining their programs. Although some issues have shifted in relative importance over the years, grantees' responses have remained remarkably consistent across all the iterations of the survey. When asked to give advice on sustainability to others who might be starting a similar project, the most com- For nonprofit organizations, collaboration can be a complex and challenging task. While it can be difficult, collaboration is often necessary to overcome many of the systemic challenges that our grantees face in providing health services. For example, several of the foundation's grantees are providing diversion and re-entry support for individuals with severe mental illnesses and substance use disorders who are involved in the criminal justice system. In those programs, the treatment services are often funded by the behavioral health system, while the financial savings occur through decreased recidivism in the criminal justice system. To sustain these programs, it is important for partners from both systems to collaborate around payment and funding issues.
Planning
[The planning grant we had prior to the implementation grant] was useful for bringing together all the parties from different systems. … All the stakeholders were at the table. We put together the infrastructure so we were ready when it came to implementation. We had time to review other models and visit other programs so we could select the best model. -respondent, 2007 Sustainability Survey Grantees also tell us that pre-implementation planning is critical to program sustainability.
Organizations that take time to plan are able to assess the needs of their consumers and identify the best services, explore funding options, identify their capacity for a new project, and build relationships with important stakeholders in and outside the organization. The fee-for-service payments in the health care system make planning difficult for many of our grantees, and many skip this important step. However, those who are able to take time to plan for new programs and services find that they are easier to sustain and that implementation goes more smoothly.
Learning From Projects That Were Not Sustained
To identify and address barriers to sustainability, evaluation staff reviewed responses from projects that were not sustained. These 16 projects represent a small proportion of the overall sample; however, analyses of their experiences provided the opportunity for additional learning and insight into sustainability. Survey respondents reported that their programs were not sustained for a variety of reasons. The most frequently noted reasons were lack of funding streams (7), staff turnover (5), organizational changes (4), and not hitting targets (3). Many of our grantees' health-related services are funded through Medicare, Medicaid, and other government programs. This means that the financial sustainability of programs can be greatly affected by the political climate and state and national priorities. We have learned that grantee organizations and, in turn, their consumers are adversely affected if government policies change to decrease access or if funding streams are eliminated. Unfortunately, limited resources and lack of political experience make it difficult, if not impossible, for many of the foundation's grantees to advocate for their clients. To respond to these challenges and an increasingly complex political landscape, the foundation collects and disseminates data on pertinent health-policy topics, hosts workshops that increase grantees' understanding of work in the policy arena, and, when appropriate, funds local and state groups that inform policy. The foundation also encourages grantees to expand their revenue sources beyond traditional government funding, and provides assistance to grantees that are exploring ways to generate additional funding streams. We do this by providing workshops and technical assistance to help grantees with business planning, fundraising, and social enterprise ventures.
Discussion
In addition to the results of the sustainability survey, senior program officers review annual reports with grantees, and the program team reviews closeout reports from every grantee. This has helped the foundation develop a threetiered approach to supporting the sustainability of projects. Our approach (Figure 1 ), which has developed over the past 11 years, is based on the factors proposed by Shediac-Rizkallan and Bone (1998) and is informed by the foundation staff experience and grantee feedback. The foundation uses a combination of grantmaking processes, capacity building resources, and policy work as a means of addressing the community environment and addressing the systemic factors that affect program sustainability. 
Grantmaking Processes
The foundation has structured its grantmaking processes to make certain that funded projects are realistic and contain as many success factors as possible. To ensure that grantees have adequate time and resources to plan for sustainability, the foundation offers "planning grants, " small, short-term grants typically between $30,000 and $50,000 that can be used to support the process of planning and program development. During this time, grantees assess needs, explore interventions, establish working relationships with stakeholders, and develop a financial plan for their project. At the end of this period, organizations submit a completed business plan that includes service targets, financial projections, and a detailed funding plan.
Grantees' business plans double as their grant proposals. At every step of the proposal process, grantees are asked to address the sustainability of the project. During the proposal review, senior program officers look for success factors (a realistic funding plan, collaboration, plans to attract and retain appropriate staff, etc.) and encourage grantees to strengthen areas that are lacking. Program officers complete a risk analysis for each project, along with a plan to mitigate program, organizational, community, and sustainability risks. Information from the risk assessment is incorporated into the grantee's evaluation plan (Health Foundation of Greater Cincinnati, 2009) , which is reviewed by the grantee and the foundation annually (or more frequently if the risk is very high).
Over time, the foundation has increased the length and dollar amount of its implementation grants, so that most implementation projects receive two or three years of funding. Like many other foundations, our grants are structured so that the dollar amount decreases over time; grantees receive the most funding in year one, and a smaller amount in year two or three. This provides the program adequate time to mature and "ramp up" revenue-generating or fundraising efforts. In some cases, the foundation awards a challenge grant following implementation, which gives the grantee an opportunity to "match" selected fundraising goals. Not only does this help grantees sharpen fundraising skills, but it also provides leverage for organizations in their "asks. "
Capacity Building and Technical Assistance
The impact of this project wasn't about hiring staff. … The real help came in the technical assistance, the coaching, training, etc. It really changed the way that we do our work at the agency. -respondent, 2007 Health Foundation of Greater Cincinnati Sustainability Survey The foundation believes that organizational capacity is an important factor in program sustainability and ultimately in actualizing the potential of nonprofits to meet community needs. Ongoing training is a staple in the for-profit world, but the high cost of training locks most nonprofit organizations out of many of these opportunities. The foundation holds workshops, provides oneone consultation, and hosts grantee peer-learning groups to increase nonprofit proficiency. In 2008, the foundation convened 32 workshops, attended by 1,088 nonprofit professionals, board members, and volunteers. Workshops cover a wide variety of topics, including communications, evaluation, fundraising, business development, advocacy, project management, and client retention. Foundation staffers teach a number of workshops, but when there is not internal expertise on a topic we contract with external experts for teaching and consultation.
In addition to capacity-building workshops, the foundation provides technical assistance to grantees through one-on-one consultation and coaching. Senior program officers, evaluation, health data, and communications staff meet regularly with grantees to provide advice and consultation. This is particularly helpful to first-time grantees: The foundation's proposal and reporting At every step of the proposal process, grantees are asked to address the sustainability of the project.
requirements set a high standard for grantees, but staff are willing to provide coaching and support to help them meet those requirements. Other foundation resources include a print library and an online data archive and statistical software (OASIS, 2009) with mapping capabilities (HealthLandscape, 2009 ).
The foundation convenes grantee learning groups to bring together projects and organizations that are working in a similar area or field. Often, grantees within one area are from a variety of different systems (i.e., behavioral health, physical health, criminal justice), and grantee group meetings give them the opportunity to network, share information, brainstorm solutions, and develop partnerships. The groups are facilitated by the foundation's senior program officers who have content expertise in the particular field or topic and are familiar with the grantee organizations and projects. Most group members reported that they found the grantee learning groups to be very helpful because they were able to learn from one another's successes and challenges, and they became more tolerant by vicariously "walking in another's shoes. "
Policy Work
The foundation's policy work developed as a response to grantee feedback and our grantmaking experience. Policy and advocacy work are particularly relevant in supporting financial sustainability. The foundation often funds new programmatic approaches, which can be difficult to sustain because funding policies and requirements are based on more traditional approaches. The foundation supports evaluation of projects and, when appropriate, initiatives, and shares the results of those evaluations to inform policymakers and key stakeholders. Health surveys and policy polls also inform policymakers of regional health needs and the attitudes of constituents on health issues. Nonprofits may lack fiscal resources, business acumen, and a voice in the political arena, decreasing their potential contribution to the community good.
Foundation resources provide capacity building and policy work that are considered part of the grant.
Build enduring community social good by sustaining programs funded by grants. Goal Build nonprofit capacity.
• Workshops • Consultation • Peer learning groups Advocate for community social good in the policy arena.
Fund programs in a manner that enhances sustainability.
Enduring social good
Conclusion
For many years, foundations have funded projects they judged to be good for their communities. Recent emphasis on impact has led some funders to focus on providing grants to the crème de la crème of nonprofits, with the assumption that premier organizations have the greatest chances of creating community impact (Ailworth, 2009) . Still others advocate for providing operating support as a primary approach to grantmaking (Burd, 2009) . Regardless of the approach, the money is gone at the end of the grant period. If foundations have not taken steps to build capacity in the organizations they support, organizations -and the communities they serve -may be left with programs that cannot survive.
The playing field is not even for nonprofits. Many organizations understand the solutions for the communities in which they work, be they rural, culturally diverse, etc. They are dedicated to their community not by a profit motive, but by doing what the community needs. What they lack are the funds, an opportunity to develop their potential capacity, and a strong voice that can be heard by policymakers.
Good grantmaking is much more complex than granting dollars, or even in choosing the best run organizations and funding them. The complex problems in communities demand and deserve a well thought-out plan of action (Figure 2 Theory of Change for Sustainable Grantmaking).
To be a catalyst for community development, foundations must develop their full potential to be community change agents. Foundations can expand their funder role to include being capacity builders and advocates for nonprofits. Then, and only then, will the community good that is created by philanthropy result in enduring changes in the communities that are served. For the Health Foundation of Greater Cincinnati, this has meant developing strategies in funding, capacity building, and policy work. 
Regardless of the approach
